Chapter 2: Knowing How to Lead

LESSON 6: DEVELOPMENT
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conceptual skills
executing
interpersonal skills
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PURPOSE

This lesson introduces you to
and explans Cadet Command's
Leadership Development Program as it
gpplies to JROTC and to you! The
focus of this program is to assess your
leadership ability and potentid; there-
fore, the effort that you put into it will
directly benefit you and will hdp the
indructors and others involved in your
growth and development to better pre-
dict your success and potential to be a

cadet leader.

INTRODUCTION

Having an assessment and development
process of some kind is a fundamenta
component of teaching and learning. The study
of leadership is no different. Such a process lets
those who teach and those who sudy
leadership know when and to what degree they
have been successful.

LEADER DEVELOPMENT PROCESS

The Leadership Development Program
(LDP) is based on the principle that cadets be
“trained to standards.” This training is a cyde
of activity (train, evauate, counsd, retrain, and
reevduate) that ends only when you achieve
edablished dandards.  Evauation is  a
fundamentd part of traning — it lets both you
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and your ingructors know when and to what
degree they have been successful.

An indispensable feature of evdu
aion is the process of assessng growth and
development, and the fundamentd assess
ment tools are counsding opportunities and
feedback. You will be counsded, developed,
and your progress assessed throughout the
remander of your cadet experiences in
JROTC. You will be involved in ingtruction
that will provide you with progressve
experiences tha will chdlenge you mentdly
and physcaly. As you progress, and the
expectation of your performance increases,
the indructor saff will assess and counsd
your growth and development.

LEADERSHIP ASSESSMENT
PROCESS

With the focus of the Leadership
Development Program being to assess your
leadership ability and potentid, its am is to
devdop you to the maximum extent
possble The indructors will  carefully
asess you each time they place you in a
leedership pogtion. When you ae not
leading, they will assessyou as afollower.

Leadership  opportunities  provide
precticd applications in the exercise of
leading and caring. It is under these condi-
tions that your growth and development are
maximized. The ingructor Saff will docu
ment and measure your growth and develop-
ment againg established standards, and not
in terms of cadet agang peer. You will dso
receive timdy feedback and have the oppor-
tunity to write sdif-assessments.

FEEDBACK
One key to your growth in technica

and leadership skills and &bilities is in
recaving podtive feedback. Each time
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indructors assess your performance, they will
address notable srengths and weaknesses as
wdl a gedfic means for making
improvement.  Common means of providing
feedback may include written test scores,
performance results, counsding sessons, and
coaching.

LEADERSHIP OPPORTUNITIES

Leadership opportunities in the assess
ment process are intended to:

v' Build in you the sill and confidence to
influence othersto get things done.

v' Develop your character by reinforcing the
vaues, dtributes, and skills desred in a
leader.

DID YOU KNOW?

Good individud character is a pre-
requisite for good leadership.

v Devedop your ability to accomplish
missons while caing for people and
building capatilities for the future.

The indructor daff will plan for a
vaiety of leadership opportunities to meet the
quantity and variety of objectives you will
encounter in JROTC. Over time, these different
assgnments will provide a wide vaiety of
longg and short-term  opportunities.  Some
typical opportunities are;

P A senior pogtion in the cadet chan of
command other than what you currently
hold for adesgnated period of time

P Leader during a ceremony, inspection, etc.

P Traner or coach during a Leadership Lab
class

P Assgant indructor for a First Aid or Map
Reading class

P Team leader for a Color Guard performance
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b Team leader for adrill event

Community service project leader

Class trainer or indructor for a specific
task or presentation

T T

GOAL OF LEADERSHIP
ASSESSMENT

The god of leadership assessment is
to develop competent and confident leaders.
It chould be a podtive and useful
experience. To do an assessment, the
indructors will make judgments about how
well you act and cause others to act in terms
of cetan dimensons or criteria Therefore,

they will make judgments regarding:
Your values,

The attributes and skills that you appear
to have, based on how wdl you reflect
them in your actions and behavior. In
this case, <ills refers to abilities or
competencies and behavior refers to
performance, or the application of those
skills consgent with or influenced by
your character.

To caue devdopment of an
individud, indructors will counsd and
coach you on how to improve your vaues,
atributes,  skillsy,  and/or  actions. A
fundamenta belief is that a person can learn
and develop al of these qudlities.

The god, then, is to develop better
cadet leaders now 0 they will continue to
ue thar leadership <skills and  &bilities
throughout the rest of ther life. Ingtructors
can influence this goa by the success of
their leadership assessment and development
efforts.
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LEADERSHIP DIMENSIONS

In the Leadership Devdopment Pro-
gram, the foundation for assessment of your
leadership potentid and development are the
seven leadership values and the 15 dimensions.
The aspects of character and competence of
leaders and their actions to achieve excellence
are the bass for these leadership dimensions.
Do you recdl the BE, KNOW, DO attributes?
Character describes what leaders must  BE,
competence refers to what they must KNOW,
and actions are what leaders must DO.

Along these same lines the 15
dimensons ae broken down into the three
categories of attributes (BE), skills (KNOW),
and actions (DO). (Note: As you study these 15
dimendgons, notice the dmilaities between
them and other leadership concepts that we
have been presented.)

With dl saven vdues and each
dimenson, there ae peformance indicators
and gandards that help the ingructors to define
what your minimum acceptable performance
should be Essentidly, these indicaiors guide
their judgment process and ad in the overdl
condgtency in meking assessments about your
growth and development.

CHARACTER AND COMPETENCE

The aspects required for leaders to have
character and competence ae the seven
leedership vaues. Undersganding these values
is only the fird gep. As a leader, you must not
only underdand them, you mus bdieve in
them, modd them in your own actions and
teach others to accept and live by them. They
ae liged in order to form the acronym
LDRSHIP.

o Loyalty. Bear true fath and dlegiance to

the U.S Constitution, your unit, and
friends.
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o Duty: Fulfill your obligations.

0 Respect: Promote dignity, consderation,
farness, and equad opportunity; treat
people as they should be treated.

o Sefless Service: Place the wdfare of the
nation, your community, your unit, and
your subordinates before your own.

o Honor: Adhereto the code of values.

o Integrity. Exhibit high persond mord
standards.

o Personal Courage: Face physcd and
mora adversty.

THE 15 DIMENSIONS
Attributes (What Leaders Must BE)

Vdues tdl us part of what the leader
must BE; the other sde of what a leader
mus BE are the leader attributes. Leader
atributes influence leader actions, leader
actions in turn dways influence the unit.
Attributes ae a peson's fundamenta
qudities and characteridtics. They are more
or less permanent, yet you can develop them
over time through correct and habitud
practices. They are:

1. Menta: Possess will, initigive, and dis-
cpline  sdf-judgment, sdf-confidence,
intelligence, and culturd awareness.

2. Phydgcd: Maintan appropriate levd of
physcd  fitness and  professond
bearing.

3. Emctiond: Display sdf-control, baance,
and stability; be cam under pressure.
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ills (What Leaders Must KNOW)

ill development is a pat of <Hf-
devedlopment and is a prerequisite to action.
Vadues and leader dtributes form the
foundation of character, which in turn serves as
the basis of knowing (competence) and doing
(leadership). The <df-discipline that leads to
teamwork is rooted in character. Teamwork
depends on the actions of competent leaders of
proven character who know their profession
and act to improve their units. The best leaders
congtantly strive to improve and to get better at
what they do. Their sf-discipline focuses on
learning more about thar professon and
continualy getting the team to perform better.
They buld competence in themsdves and in
their subordinates. Leaders develop competence
by developing & least three types of kills.

4. Conceptud skills — skills with ideas:
Demondgtrate  sound  judgment, problem-
olving,  criticd/cregtive  thinking, and
mora reasoning.

5. Interpersond skills — people skills: Coach,
teach, counsd, motivate, and develop
subordinate leaders.

6. Technicd skills — job skills: Possess the
necessary expertise to accomplish al tasks.

Actions (What Leaders Must DO)

Leaders act. They bring together every-
thing they ae everything they bdieve, and
everything they know how to do to provide
purpose, direction, and motivation. Leaders
work to influence people, gerate to accomplish
the misson, and act to improve ther unit.

Deveoping the right vaues, attributes,
and <ills is only preparation to lead.
Leadership does not begin until you act.
Leaders who live up to vaues, who display
attributes, who are competent, who act a all
times as they would have their subordinates act,
will succeed. Leaders who tak a good game,
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but cannot back their words will fal in the
long run.

Leader actions fdl into the three
categories of influencing, operating, and
improving.

Influencing is the mehod of
reeching gods while opeding and
improving. It condsts of the following
dimensons

7. Communicding: Display good ord,
written, and ligtening skills.

8. Decison-making: Employ sound
judgment and logicd reasoning; use
resources wisdly.

9. Mativding: Inspire, motivate, and guide
others toward mission accomplishment.

Operating is what you do to
accomplish the misson in the short-term, to
get the job done on time and to standard. It
conggs of the following dimensions:

10. Panning  and  prepaing:  Develop
detaled executable plans tha ae
feasible, acceptable, and executable.

11. Executing: Meet misson standards, teke
cae of subordinates, and efficiently
manage resources (time, people, and
materid).

12. Assessing: Efficently  and  effectively
evduate plans in terms of their purpose
and misson to fadlitale condgtent
improvement.

Improving is ensuring the long-term
improvement in the organizetion and its
members. It consgs of the following
dimensons
13. Developing: Invest adequate time and

effort to develop individud subordinates
as leaders; this includes mentoring.

Unit 2: Leadership Theory and Application
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14. Buildngg Spend time to  improve
individuds, teams, groups, and the unit; this
includes fodering an ethica dimate,

15. Leaning: Seek  sdf-improvement/growth;
envison and adapt to change.

Since people act based on ther values,
atributes, and sKkills, supervisors can  effec-
tively make assessments of those character
qudities. Ultimady, however, whether an
individua improves in leadership ability (and
sdf-confidence) is up to that person.

ADVANTAGES OF AN ASSESSMENT
PROCESS

An assessment/development  process is
an ad both to the organization and to the
individud. Because of the smilarity between
test exercises and job requirements, processes
like LDP are a vaduable tool in making better
hiring and promoting decisons It dso serves
as a poweful devdopment test snce the
gpplicants, following an indepth feedback
sesson, learn more about their own leadership
srengths and weaknesses. Presented below are
four of the reasons for the growing interest in
these techniques in industry, government, and
the military.

ACCURACY OF THE TECHNIQUE

Many companies have conducted studies
to deemine if an assessment/development
process can more accurately and reliably predict
a job applicant’s potentid to do a job than that
gpplicants actual job performance. The mgority
of those studies proved the accuracy of such a
process in predicting job peformance. Pus,
employees hired and promoted by an
asessment/development method are more
likdy to be successful a higher levels then
those promoted on the basis of a supervisor's
judgment.
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VALUABLE DIAGNOSTIC TOOL

Applicants who go through an
assessment/development process  receive
detailed feedback on their performance. This
feedback serves as a simulus for their career
growth by outlining areas where they need
improvement  and identifying  requirements
for further training or experience.

ACCEPTANCE BY LEADERS

Top-levd supervisors are  impressed
by the logicd forma of an assessment/
development process. The dimensons ae
logicd in that they smulaie the chdlenges
employees may face as they move up in an
organization. By usng this process as a
bass for promoting employees, companies
and employers make fewer migstakes while
saving time and money.

FAIRNESS OF THE PROCESS

In the late 1960s and 1970s, the
federd government passed dricter  laws
regarding employment practices. These laws
required businesses to look for far and
effective ways to make hiring and promotion
decisons. As a result of successes with
asessment/development techniques,  more
companies began using them.

CONCLUSION

The Leadership Development Pro-
gram can help you to learn more about your
own leadership drengths, weaknesses, and
potential; predict your success as a cadet
leader; and evauae how wel you can
handle cetan leadership dtuations and
repongbilities.  Your &bility to further
devdop these <ills and your leadership
potential is up to you. Your growmth does not
end with this lesson. You must continue to
sdf-develop these kills by applying them to
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al types of gtuations — in schoal, a work, and
throughout your life.

Knowing yoursdf and making s<df-
asessments are important dements of being a
leader. Since the indructors will be evauating
you on the seven leadership vaues and the 15
dimensons, do a sdf-assessment to determine
what you believe ae your sronget and
weekest vaues and dimendons. ldentify at
leest one drategy that you plan to take to
improve upon your wesk vaues and
dimensons

* % %
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